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rzeroe oF Califcrnis Junior College Paculty Assoclae

.. L. ACaTtemic fen-tes, the American Pederation of Teachers and

» "nent SPA s2Tlects the growirng egressiveness of junior
o ilugs foevltiss, A wariety of factors, come new, some old,

'z chroite, 8302 Lruonsient rrodace this emergence, Growing
“ihanay amsas junior cfollege terchers is only one explanatlion
foenlby~administration conflict, Many other explanations

inty goaflinct is the subjsct of this paper. More specificelly,

dany exnliznations for this conflicet existe Administrators
L..ame pary.nold teachers. Faculity blame authoritarien admlinistra-
cog.  Conpunioabtlon proplzns reinforce prejudice. Differences
~- w» the purposes of education, the role and status of the
Sonior eolilegze. znd the function of administrztion tend to
corpsud vhe pronlem, Tnis pepsr will attempt to anelyze and

e more ssiient ceuses of conflict, Then 1t
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acseribe scoz of tF
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will try Lo integrste the causes into a coherent pattern,
Zafore arnborking, however, on the good ship "Research®
v o thz Sroubled zea of “Ceonflict,” it may be well to ask why

ke the journey in the Tivst place, Conflict is an integral |
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so=her than be bhlinded by it, one ~hiould seek comprehension,

Pl cn the administraztor 2an betier cope with conflict and try to
s the bwst of i%. Then he can retzin the objectivity to
cvsiyze sicnificant »rotleme-areas, rather than write off confllict
¢outside asitators® and academic "reds.,® Then

zan perhaps poztncas the day wien he will be complately

sonzoned DY ulcerse




Steeeotyres cre “proecuceived notions as to how people of
Civew roee, natiosn:lity, cccunaiticn, or position ought to
‘che 8¢ o enlthough many of these ideas have 1little

hey constantly influence our observailionus
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gzo.les’ behavicr O appsara e, W1 Stereotyping 1s a tool
ivoserestiving cazts univerce, Oncs the stereotype is formed,

bre irndividual ean adjust to mcat clvcumstances, for experliences
civhar corrobeorate the experience or are "refenced,® compart-
vieptalized to £1% ths rraludice, Administrators zre "dictabtorial.”
Trua. xindly sdministrators are "refenced," trsated as exceptions
ard cavagorized in a different area--"He must have had & liberal
cfucztlon,” or *ne muat be an trglish major.” Bat a high~handed

eithsr reel or imaginod, reinfoerces the prejudice and

¢

rrovides antther cnecdote 5o relate to like-minded friends,
Ccavarsely, tsechers are Yarrcgant.® This stereotype is constantly
>oins r2inforced, for administrators tend o see faculty who are
cither angry or requesting something; the ninty-five percent

urieh aduwiaistrators rarely see are either forgotten or "refenced.®

Faeulty Stereotypes of Administrators: “There are la our

{colleges) able professors and otherwise loveable souls to whom
ohe vevy 2ight of a (collegs) president zcems to be likeo, « othe

we.rlng of a red {lag to an enraged beast,”

ook TV o R P e

1. Floyd L, Ruch, Psychology and Life (Scott, Foxesman:
Ghicege! 1058, pe 76¢

Zo Yeroild Y. Dobbs, The Academic President: Educator or

cerecerer?  {(heSreweEFlll: New York) 1962, De 5e

“3e




)

rle quototiorn illustrates tre influcnce of stzreotypes on hunan
noweriul forgce thut transforms a

C

A

NTULES: into arn enraxged beast! Wny sveh
coaplar of abtibtudes that underlies the faculty stereo=~
evesls a black portrait of the admirnlistrztor: he i3 orass,
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tive, counventional, authori-
i and dull-witted, He 1s a paper-
crufflzry he thnrostens Yacademic freedomy® he is a lackey of 2

buginegsman bozrd3 he is a k. B, majoroB
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istrater, sceording to steresotyps, ls the product
of two factorss Limlted mentaliiy and narrow experlience. He

32 not bright., He either wzshed out of an acadsulc field and
turned to micky mouse educztion, ¢r he had a poor record 1in

foounpall and was fired® vprards to adminlistration. Now this man

'~

cf limited cepacity and conventicnal attitudes undergoes a
prccese that reduces his range of vision even more; he takes
gducztion courses, These instill anti~demccratic, anti~intelliectual,

“ran-a~-tight-ghip® attitudes; then he takes a position in a
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scegonpdary scuigol which relnfore:s his authoritarianism, He
ie now prepared o become & junior college president,

Trouble bagins as soon as the high-school-minded adminlistra-
oY creogses the legltimate sims and asplrations of the college
raenlty, He fears articulates, courzgeous faculty, defending the
acadsmic rignt of participation. His buslnessrman mentality
inonivits sympatny with this viewpuint, and he falls back t

riglid negativisn and upon restilceting policy. Without ¢lhie support

3. Jdany of thise attitudes were sxpressed during’'interviews
T { s with faculty merhers at several junior colleges,
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c L on fernsd mower. the adainistrator would be helpless,
v obe bes, 1ihoie elze e vecowmnend himj he is intellectually
'ii_k 3vu paotothy en Ancuotpetaanl Teacher, (no doubt he hatea
sezoaing clse nhy leawve 1%7?) EBub he is secure from genuline
petition with competence, for credentialing requlrements,
“4th thair ewrhesis on ztullfying education courses; eter brigav
{n Conant or & Hotchins could not be a junior college
w czident, At is sald.) Yes, {(and this really galls the faculty,
wlcing mony relnforcexents o Thelr stereotype) tnis dinm-witted
saatosrab sakes Hwice the salary of the hlghest paid teacher;
w3y 1, The mesy rrestigicus man On tampuse
Tho zteorcotype of the administrator is supplemented by
suersubyping his positicon. Foenliy assume nuch administration
v usnnecascsary and should be limited to routine beckkeeplng
clisvez, It must be parasitic, for parochial schocls do without
en admlaigheetlTe overnead, English Universitles are ably
zoverned by the Taculby, and the earliest universities fared
v5il without 2dministrators.

T.ik> mosh stereotyves, that of the administrutor has some

©

1basis ian fact, for without reirnforcing experiences 1t would soon
brosme exbinguichad, If some faculty~administration conflict is
ratural, sone expeciecces will support the stereotype.
Unfersinately., ~sher facets of the stereotype may be true, for

-~ -

meoy Sualor scllcege aéministrstors do have a Felley seocondary

<

tor wuolkovound. Wany are auvthorltarian and defensive,

s nnT oare onti-fatellectual, HMeauwhile, wilse administration

doetleions go unrscoprvized srJ uncelegrated, The faculty takes
v, Dnbbs, The scademic Iresident, pe 68: "A dean is to

sinpig to be a professor, out to btright to be a president.*

2L fenalty proverb,

e




Tex grented thelr payeheck, 10ll book, small ¢lass, f£ilw
projector, rparking srmce, clcan office, pleasant c¢lassroom,
ieex ol community kocks, properly ccunseled students, etc.

Oae realily, however, accentuates the stereotype and dis-
m pts faculty objectivity, Administrators do possess greater
prestipge in soclety., They alco obtain a significantly greszater
selary. This grates faculty sensitivitieso It appears to be
ay inverslion of natural and true wvalues, for administrators
exist Lo serve teachers, #ho perform the primary function, not
toacners to serve administrators., Since teaching 1s paramount,
Trose who implement 1t obviously deserve the greatest renumeraw
c“ilons

Regardless of how real or Lllusory the sterectype may te,
there is no denying thut it plays an lumportant role in faculty
atiitudes in dealing with admlinistrators. For it is not
reality that counts, but how people perceive it. Harold Leavitt,
ir. deseribing a business situation, beautifully illustrates the
pioblem of perception and authcerity,.

The perceived world is the world th-t determines

behavior, Thus:..an extremely insecure employee,

with a distrustful set of attitudes tow.rd superiors,

may interrret any act by a superlor as a threat,

even 1f the supericr 1s busy patting him on the head..,.

The Treason again is the dependency of the subor=-

dinate on the superiors No matter how nice Papa

may be he is still Papa, and the bilet of authority

around his middle could be used as a whipe.

Administrator Stereotypes of PFacultys Administrators,
lize faculty, have thelr stereotypes, The faculty member is

rct an admirable figure, He is ¥ulderlain with a deep sense

I - -~

50 Farold J. Lezvitt, Managerial Psychology, Second
Zdition, (University of Chicagc Press: Chicago) %964, pe 170,
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»oowvferlaedty, fear and »alad jusiment, yet overlaln by an slmost
roantie ssuse of superiﬁfitya“6 Harold Stoke provides another
LAttt ol thoese Yrockish boys¥e.arrcgance, %This," he claims,
torors out of the easy vichories of the classroom where he works
with young pecwle who know less than he does. [He ray thus
urconsaiously coxne to bealieve that business, politiecs, and
sfuecational adrinlstratim would be much better managed if those
v charge would only apnly the same lntelligence to thelr work
Lhut Ne unes in KIS OWA- .09

facnity resent any autherity., They, as pimply-faced boys,

séd thelr foithers, but projzcted this hatred onto less threatvening
iigures. Those latent parancids compulsively acquire degrce

zrd become faculty members; here they perceive adminlistrators

ac fathore-zurrogstes and seek revengz. Thls accounts for the
irevitadl » five percent of the faculty who are negative to the

cure, opposing any declsion, regardless of its merits, Thus,

feulty are insecure, arrogant, petty-minded, defensive,
pedantic, negative, rigid, supercilious, bitter, driven, compul-
sive, radical, and reactionary.

The Chappxing Status of the Junior Cellege

For many years, bthe junior college was a part of secondary

ecncztion, the “thirteenth® and “fourteenth" grades, People

& I
pelieved She junior college to be a "glorified high sohool,”
- ®high school with smweking.” Now the Junlor college 18 assumlng

; < role in nighe» education-~the Master Plan for Higher Education

T e -

z 6. John J., Corson, Governance of Colleges and Unlversities,
{ "oGrawe~Hd11l: HNew York) 1960, v. 31,

? %) Ibid 7]
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rerlecced ond accelerated this transition; the CCHE includes
Jualor collsge rapresentation. "As Junior colleges shed the

£

seke of szeeadary education status.,..and (bescome) more closely
alliea with the unlversities...{the faculty) concluded that as
¢ellege faculty members, thelr rights, privileges and respon-

sibllities must be commensurate with their official membership

w8 In California,

ir. California®s system of higher education,
an outstanding University of Califoinia Senate, which is
"generally regurded as the most powerful such institution in

tle country,® provides an example which California Jjunior college
fecalties seek to emulate,’ Junior college instructors identify
thenselves as partners with the university and raise their
expectations ard standards to UC Senate levels, The instructers
read newspaper artlcles describing the UC Senate's powerful

rcle during the loyalty cath crisis, the FSM, the McCone

Cenvittee investigation (7), and in day=to~day policy formulationg
they recall their own graduate student experiences and remember
the comments of respected professors., This evolving identifi-
cation with higher education institutions creates dissatisfaction.
Sharna reports “teachers with the most academic preparation

tendad %o be less satisfled than one of less preparation in regard

tc quallty of professional leadership given by thelr superintendent:

8o Bill Priest, "Faculty-Administrator Relationships,*
Junior College Journal, March 19€4. p. 5.
) b

N4

9 Lynn Elly, "The Universit{ of Californias Facult
Fertlcipation in the Government of the University,® AAUP Bulleti::.
Harch 1964, p. 5,

10, Sharra, "Who Should Make What Decisions? Administra-
tors Notebook, April 1955,

©
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SoLe Cisszolisfoctlicn undoubtadly results from the incorgruence
Leowiisim wressve operction of junier colleges and cxpesiation
Tativen o wmiogrrlity experience or ldentificationoll

Taus, =n imucri=nt czuse of faculty-adrministr:ition conflict
iooihie Jualor college lies in the process of tLransition from

*ccrdarey 0 Rigcner education status, for tezchers seck the

o

i prercgatives as their colliezzues iIn estmolished institutions

L3 nigney learning, The authoritzrlan, %dictatorial®™ tradition

o7 szoondayy educztion elashes with the self~-governing, ®democratic®

2onc2pt of nighaer zfucetion. “Porward,™ ory the standard-

pizvsvs of fzgulty prerogative, Pon hehzalf of liberty and dsamceracy.
Hdxinistrators, too, are affccted by the changling status

of the junlor coliegge. Adminlstraters fondly remenber the peace-~

shen, presum:ly, teacher and administrztor were

D

s2roonally close, members of 2 team. Those were the days when
Tazcners would ilsten to reacon, refusing to percelve authoritarian
aversones in rnavmless nazorznéz, Admianistrators, assuming &

3rg of irtarest betweer faculty and administrator, are ;
2prallied w7 ths rise of faocviity protest organizations. Since

8% facuitry are fair-~sinded, respectful. and contented, it is

238020 other sxplanauions muct be givens A few troublee-makers

1.7€ rccking the boat, Some long~halred men and short-haired
wanen zre oveating false irnrsssions of revolt, 4 "certair smsll,

uity nave for too long hampered the
The dissatisfied, vocal few clair

icflzd zajority. Aspiring administracors

W ik TR T EW T W R NPIT RN v LT 07 B G

s D21e rillery, “icademlce Ranks FPromise or Perile®
J1micy Collexe Journal, Febrvzrcy 1062 o 8o
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Accredqitotion Tetter in author's files,
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aeizatiel in hand but with no chance for appointment, are
~TUlly s3ivryiagy up trouble,

cAdnlnisiiitors aisagree with the faculty's contenti-n for
s2ening participation, Severa: community groups--2dministrators,
tudents, facult;, trustees, cltizens, have a right to parti-
irate, Often faculty suffesr from the halo effect; they assume
crpertise in oue field engenders expertise in another, But does
“illie Hays Xncw tirc relatlive merits of Glllette blades over
Broad ®4%? Dess a Ph.D, in history qualify a man to be a good
repinistraier?  Aduinistrators doubt it The vast bulk of
feeaity hes 1little knowledge of the budget, for example. Pew
ey of the recent 1insights into administration and manzgement

Jloving from behavioral analyzss or organizations. Good intent

dces not run o coliege,

Loss of Identity

Lombardl suggests another rezson for faculty anxiety.l3
~§ colleges grow 1in size. insscurity due to a loss of identity
“2n develop, T%2 once-ubiquitcus president is now only rerely
seente The 0l¢ Dezan of 1msiLruction, a coffee-companion,'now has
2 new title a2nd Three layers of subordinates barricading him from
the faculty, The oproblems of the *Organization Man® develop.

he faguliy rexmbsy becomes anxiovs, uncertain as to his status

W]
%)

2 nicre, unclezr as to what he stands for, not knowing whether

54

"

2 iz human or 2cg, In an effort to maintain his identity, a

ficvliy member may Joln grounps, relise cain, and pound tables.

Ty

fe may odveeate formal institutions, such as the Acaderic Senate,
€2 lriiuerc2 poiicy. as hz once influenced it Guring coffee breaks,

] 13, John Lombzrdi, "faculty in the Administrative Process,*
sgieg College Jourral, November 1966, pe 10,

© -10-




iurevaticn, Cerson writes “tne departmentzl structure can serve,

znd ~f'ven does, @s a bastion of the status quo 1in oppositicn to

ive eCucatiorzal lezdership....lThe tendency of faculty®s

J
g
W
(]
-
O
1
ct

r:cistance o change usually me=ns thet the impetus for innovation

¢.nes [0 2 dean or th

()

president."15 Thus if faculty participation
i.creases and adninistration power decreases, administrators
»lghtfully fear that a decadening conservatism will result, Signi-
f.cant inncvations-~~team teazching, TV teaching, programmed learning,
2rgtems approsches, etco~--will be almost impossible to impiement,

i1 the Jjunior college, conservatlis. could in fact become reaction,
for those that must wrdently espouse faculty particlipation and
sclf-governance Tend to bte most reactionary on the comprehensive,
"open~door® Junior college, They would rise entrance requirements
before the "open-door*, They would eliminate "non-aczdemic®
courses, 1they would endeavor Lo create a charged atmosphere of
iibellectunl siimulaticn, Adoinistrztors fear that the "open=door,”
Ycsllzge of demccracy,® mey be transformed into a narrow liberal
&5 college Tor the acadexic elite Af faculties assume control.
“lorward,” cry the standard-bearers of administrction prerogative,
"crn wvehzali of democracy and equal opportunity.®

®Universali¥ versus TParticnlar® Orientation

Viewing reulity from c¢iiferent perspectives affects the per-

Sl . W N R -y TS

11, See Duvid Ricsnan, “pzstraint and Variety in american
jfvc- icn, (Doucvleday: C(avden City, N, ¥Y.) 1956, Chapter 11,
3. -emen coined this phrases ¢ud provided meny ideas in this section,

15 Corson, Goverinance. pp. 93, 109,

-11.




cbion of tiut vexlity. The six hHlind men each developed a

ephunt® from his cwn experlence, and the six probuzbly ’

}J

e r2ens of el
actubes lun, inte the night over the nature of the elephant, To
an exgle, tne hills below appear to be mild mounds. To the creeping
znzil, the nills are as insurmountable as Everest,

TAkewise. faculiy and adwinistration have differing orients-

iions 3 the college. The administrator sees problems relating to

nstitution cs o whole-~the *unlversal.® Money is scarce and

NG
oy
o
‘...‘«

i

must s allocateds What is best for the institution as a whole?
2 bialeogy depart.ent wants an electron microscope, the band wants
ce2 vniforms, The buslness department wants modern computere, the

LLorary wents more staff. Vhat priorities exist? Who gets what?

'.l

and how much? “The claims of general education, science, engineering,
soci=zl sclerce, numanities are all ardently espoused, Adjustment,
eccomnadation, and convromiszs among these claims rust often be
achlaved primarily by the admiristrator.?® Admiristrators evaluate
protiems, thern, Tron the viewpoint of the totality--what 1s gcod

for the grcup?l? Burton Clark lists some of the concerns of -
zuninlstrztorss order, efficient use of resources, maintaining a
3ernes of directiorn, coping with external pressuresel8

faculty, quite naturally, have a different viewpoint-~-~the

“particular.” PFuculty asks not ®what is good for the group?™

but "what is geood for my departmeni and for me?" Administrators

-

Lre instlbutlon-orlented., faculty are committed to a discipline,

16, Richard Ho Sullivan, ?Administrative-Faculty Relatlionshlps
-1t College =znd Urlverslty.” Journal of Hizher Education, June,
A = )

170 Robert Tannenbaum, Irving R. Weschler, Fred Massarik,
Le:Seorship end Organlzation, {McGraw~-Hills New York) 1961, p. 69-76,

"80 purven Clark, "Faculty Authority," AaUP Bulietin,
D'&:e 9649 pc 2960
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‘2 in wiology needed that electron microscope, ¥hy dién't we get 1t?
slwpizicn bought band uniformss of all the useless things! My

“od, vhat a dolt e hve for a president!® Clark lists some of

Lz concerns cf facultye self-government, academic freedom. a

strong departmentol? Much conflict, therefore, may be attributed

£ tnis dissimilarity of interest and orientation.

Pooxr Administration

Greater concensus among zvthorities of adrinistration and

&

-nagerent is emerging over the role of subordinates in pclicy~

2 . X —
rukinga*o These authorities acdvoeste two principles: first,

.

thzt the classicsl theory of adninistration, in which authority
Site responsiblliity rested in th: president and was delegated downe

Vert, is fallacious; second, that subordinate participation tend

ct

Lo ircrease outnut, Harold Dobbs, articulating these ideas, says,
“rithout doubt. institutional changes achleved todzy without faculty
ecceptance wiil be evanescent....N0 matter how gcod a majority

vote in favor of hils proposal may seem to the president; if those
wne voted ‘'sye? aren®t soundly convinced of its merits, or at least
reedy to experimasnt, it will not march,"2l Later he writes, "since
facullty see themselves ss self-employed professionals rather than

€5 eaployvess, enthusiasm in 2 common enterprise 1s proportionate

'

“0 the sense of ownership they have in it by virtue of sharing in the

declslons that govern 1ts course, 22 Rensls Likert s4ys simply,

L TSI AV

16, 1lIbid,

20. Campbell, Etzioni, Griffiths, Le.vitt, Likert, kcGregor,
Selznick, See HSSE 1984 Yearbook.

2l. Dobbs, The aAcademic pkresident, Po L4,

224
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- fealing th

f\'\

e .t if a2 nunager »ermits subordinates to exercise
influence on what goes on in his Jdepartment, he has lessened his
influence, 1s disproved Dy rescarch, 23

With these findings as a criteria for good and not so good
sé¢ministzation, it may be sald that one possible cause of faculty-
adninistration conrlict is poor administration.24 Poor administrators
are defensive and insecure in their position., They refuse to dele-
gate, to et others (either subordinates or faculty) make decisions.
Theyr see the Taculty as a threat to a coveted positions They believe
that administrz=tors must make every decision, that i1s 18 a sign of
waakness to say ®1I don't Xnou®" or "Pigure it out yourself.® They
f-el they must win every battle and must be right about everything,
n~ lose Tace, Many of these poor administrators get bogged-down
1.1 detalls; they are sc¢ busy, busy=--yet they make little impact
on things. MNany have quit rezding, losing the excitement of
scholarly inguiry and intellectuzl excitement as well as losing a
source of common ground with faculty--Lombardi hes sald that it 1s
difficult to lezd a group of scholars if one 1s not scholarly him-
seif, Many acdministrators overlook the talents of the faculty,
often insulting their intelligence--e.g. only one text per course

although ten unique mren teach it,

Many other pr.ctices mzy be consldered poor administration,
vut only two 1n particular will be examined here, inconsistency and
inpersonality. Inconsistency is another characteristic of poor
administration, When the last person to see the adminlistrator is

tiie only on¢ who Xnows the policy, much 111 will results, Consis=~

tency ls the more difficnit path to tread, but in the long run, it

Lo id Tt

23, New Patterre cof Hanagement, (MeGraw-Hill: New York)
1\)6-, p. :‘-79.

24, MNMuch of chis material wzs obtalned from interviews with
Lo aduinistratorse.
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Lse ULIiufGiy. Jondinze. aws ey poor administration prictice
tr >t engeniers 111 fueling involves "backstzirs alliances®™ and

*kitchen cobirnets,™ The administrstor cannot be a "chum®, for this

D
C
v

imnpair ijectlivz decisions, cre:tes dissentionlon within the faculty,
and raises barri.rs betwean facvlty and administr-tione "It is
vecessary thut an administr:tor who wishes to maintaln good judg-

ag impersonzal a manner as possible,...lt 18 very diffi~

®

zment sequir
cult to hurt a friende--z duty not one cares to do.“25

Bcn 0i lata

The nanufacturer secsks to fathom consumer demands and tastes,

T evainate consumer satlsfaction, and to discover ways to improve
1:1s product. A considerzble portion of his budget goes intec market

rescarch, Yet education gives onliy lip service to its equivalent

of markst research, ®institutional research.” This 18 education®s
tcol for analyzing "consuner demands,®™ evaluating its "product,”
and improving "production technigues."” Many decision rust be made

on questions like: *what courses should be offered?® "How are

the graduates faring? “Should educational TV be developed?* bBut,

ﬂ

too ofzten intuitlon rather than facts guide debate, There exists

a "lzck of operational snd adminlistrative research that would provide

the factual data which would wake for more objective, as well as more
26

tharcugh consideration.™

Too often fzeculty and adninistrztion tackle -an 1ssue without

crough dava, Instead of dealing with lssues, personality clashes
cevelop, Not ecnough information exists to keep discussion on the
track, Emotions flame, partly out of natural differences, but

2rely out of 1gnorance.27 Declisions, to these not involved,

"The Unfinished Business of Administration
ry,; February 1964, p. 2,

78 Stunert E
4

&vJe WA e a
PYOLA Administrzition Labora

QO v

26. <Corson., Governance, p. 116. See also Sullivan, p. 319,

27. See rigure 1.
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appens arbitrary, ond often ars., Information, to be sure, 18 no

panacea, but 1t helpse.

Goals and Oblectiyves

considerablé Qonrliot ogocurs over the whole problem of
college goals, FPaculty and administration may have differing goals
in mind, Or the goals are not sharply in focus.

Priest, for example, reporta that faculty and “the people”
see two divergent purposes for the college.za Paculty see At as a
tool for social change, znd, hence, it should be guided by them,
the educ:ted elite. The "peonle,"™ expressing themselves through
thelr elected representatives on the board, conceilve of The college
as a tool of herifage-tranamieéieh, a conserving influence, The
president, us executive officer of the beard and as titular head of
the faculty, is caught in the orossefire, Conflict results,

As the Junior college evolves 6ut of secondary education
status into higher education status, another type of conflict
develops. Examinaed above was the question of faculty demands for
participation in policy=-maiing, one conflict arez resulting from the
changeo Another conflict area concerns the junior college curriculum;
Liberal arts faculty, paiticularly, question the terminal function
of the Junior college, which, in their eyes, dilutes their status
and weaskens their claim for acceptance by other brunches of higher
edus. tion, FPhilosophliecally, they feel that a gound liberal arts
education 1s essential for life and for leisure, General education
13 a weck palllatlives Vocational courses should be taught else=-
where, Remedial classes should repain at ﬁhe high school level,
College is a college, not a catch-all, Needless to say, most ade

minlstrztors strongly dilsagree, holdlng to the “opza=door® concepte.

28, Priest, "Faculty=Administr:tion Lelationships,® po 6.
16




Qommug;cgt;on

Muny of the probler areazs examined above could be subsumed
under the catugory of communication, Inadequate information and
misunderstanding rainforce stereotypes, Ambiguous gouls result from
lack of communication. FPolicies ut of the clear blue sky are likely
t> be resisted, But communication is such a problem in itself that i
it warrants separate consideration.

Much confusion exists as to what should be communicated, Eveﬁ
adzinistrators most ardent for fuculty particiéation have trogble
With this problem  Should the cost of a new furnace be communicsted?
Should letters from ir:te parents complalhing about a teacher be
comnrunlicated? Should possible lawsuits agaiﬁst the district?

Too often communication is informal and Plecemeal. The king
puts on psasant gérb and goes into the marketplace to leurn the
people's gentimentse 'Too often communicatlon within thp college
occurs in siicilar fashion, This may be more agpfoprlate in a small
college, when a general faculty meeting occurs every coffee break,
but as a school grows in size, more formal procedures must be

developed, First, written procedures and policies must be created,

Second, grieveance procedures must be contructed, The absence of
either one ereatcs friction, Faculty (and admlnistrathn) are adrift,
Areus of responsibility are vague, The i1llusion of fuvoritism can
easily emerges “John got the school car for his conference, but I
didn't." When dissatisfaction occurs, faculty can demand restitution
through formal processes, Without grievance procedures, frustrution
w1lll be channeled along less constructive lines, peéception is
colored, and confliect ensues,

Sementic difficulties compdicate communication, Both the

~ A

United Stutes and Russia ~laim to practice *dewocracye® Both Lthe

17~




TS eno Yorvi Vietnaw claim to Lo warring for "self-deter-
miretion” and against "foreign agression." Likewise faculty
end adninistration have different connotations for the ssme

vaicds Take the overused word "professionsal ,”

for example.

To fraculty, poiley development without faculty ecorsulteticon

itz unprefessfional. To sdministrators; criticism is unpro-
Tosslonsi . "Paculty participatior" means meny things.
Everybody is fer it. Yeo: James W. Tunnell "found significant
disagreement neiween faculty members and administrators regard-
ing the cxtent and procass of fsculty involvement in policy
formulasion. Junior college administrators viewed the faculty
as more involved in policy formulation that 4ld the faculty
members themssives."2? Te feculty, therefore, "faculty
participation” tends to mean "3elf-governance,”" but to
admimistrators who resist thes impulse toward "collegiality.®
Por sdministrators, "eonservative" describes faculty who
resist irstruectional imnovstion- "Academic freedom" has

"ruthless” grading and oppositionto the "open-

come Yo mean
dosr” by faculty in the mlnde of administratorss for faculty,
hewsver, 1t cornotes the ability to #et standards, to estab-
1i:h surrlewiun, and to inguire after truth without inter-
fefence- Much sonfliict b;tween faculty and administration

x23ults {row misunderstanding of common words. Semantics

erosters many barrisrs to communication,

T B T e o Y IR RIS I T Ve TIT

27, Ibid.
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Role FExpectations

What 18 a president? What should he do? HNot do? Is he a
promoter or a scholar? a budget-maker or an educutloral leader?
conserver or lmnnovator? faculty leader oy board representative?
defender or academic freedon or plant developsr? To be sure, he
1s all of these and more. But little consensus exists among groups
ags tc the primacy of one function or another, Little consensus
exlsts whether the presldent should play this role or that,

Faculty have certain role expectations for presldents°3° He
chould ralse salaries, improve facilitles, attract excellent
shuaents, exercise mild leadershlip as an impartisl referee between
fzotions, protect faculty rights and freedom, and keep the books,
Boards have different expectations. The president should maintain
efficlency and trim unnecessary costs, bulld powerful féotball teans,
project a favorable image of the collsge throughout the community,
and squelch radicalism within the faculty., Presidents have other
cxpectationss ralse funds, select strong faculty, allocate resouroces,
irmprove weak departments, strengthen public relations, develop
physical facilitlies,; lead imnovation, etc, These differing expecta-
tions, of course, create conflict, FPFaculties resist some instructional
irnovation, o0laiming that the president has no prerogative in this
realm, Boards resist requests for "esoteric" courses of no earthly
use to anybody but koocks, for “superfluous” library facilities, and
for “unreasonable® salaries. Presidents try to mediate between
academlic freedom and external opposition., When one group, be it
administration or f:zculty, fgils to live up to the expesctations

of another group, dissatisfaction and conflict result.

30 Much of this section is derived from Sullivan, p. 312,

«1Qw




Ihe Yinzmics of Conflict
Jures Coleman submlis a concept, the ¥dyaamiss of conflict,®
that may sid in ualerstanding ceufllato3l He states that conflict
pesses through several stzges, undergoing tremendous change in the

p:ogasg, Thlie chiange has several dimensions:

1} Specific Lo gencrals a especific iszsue becomes a general
attack,

2) New to different issuess Aissues other than the one that
precipitates conflilict are
brought in,

nisms

3)

Moagrsenent to antaso issue-disagreement progresses

to personal antagonism.

4) ZTruth to vietorys tne goal of understanding reality
shifts to one cf defeating an opponent,

The %lanveluntary processes®™ of conflict are illustrated in the
£
following charts

-

Lo Initial single igsue
2, Disrupts egqullibrium of relations
3. Allows previously suppressed issues against opponent to appe

k., More and more of the opponent's beliefs enter into the
disagreemnent,

5. The opponent appears totally bad,
6, Charges against the opponent as a person

7. Dispute becomes independent of the 1nitial disagreement.

The following example may illuminate Coleman®s theory of conflict
with its "involuntary processzes.® The college president announces
that the college will establish a computerized registration system

next fail (1), The faculty, caught unprepared (2), reacts by

3l. dJames Coleman, Community Conflict, (Free Presas Glencoe, Il
1957. As taken from Barton Herrscher, "Conflict Theory and Junior
Ccllege Administration,® Paper for UCLA Education 249, June, 1966,
20




labsling the decision a fiat from on high (3)e Paculty politicians
recall previous decisions made without faculty participation,
implylng thst the president has ‘an antiquated concept of the Junior
college and of administration (4). He is authoritarian (5). He 1is
a despot, motivated from severe feelings of sexual inadequach,
corpensating by exercising supreme power; he also hated his father
(6)o The president 1is a rat (7). A similar sequence, in equally
unfavorzole terms, could be presented describing the president’s

perception of the conflict and his opponenets.

The Nature of *Differences®

Schmidt and Tannenbaum, in examining the management of
differences, have constructed a conceptual framework that illus-~
trates and 1ntegrétes rany of the elements of conflict.32 This
framework synthesizes many of the 1de:s examined in the main body
of this paper. Perception, role, information, and goals are some
of the 1deas presented ir. the frzmework. This framework comple-
rents Colexan®s concept, More important, it enhances understanding
of faculty-adrinistiration conflict, The framework is schematicaily
presented in figure one and two. Assume a disagreement has developed

over whether a college should initiate a systems approach to instruction,

The adeinistrator favors the change, The faculty member opposes it,
Scze of the bases of disagreement and possible reaxsons for this
disagrcement are represented in figure one and two.

Concluding Statement

Several factors contributing teo faculty=administration
coiillct hzve been examined:s stereotyping, differing goals, differing

Tcle expectatlions, lack of data, separate perspectives, communication,

32, Warren H, Schmidt and Robert Tannenbaum, “Maragement of
Differences,® Harvard Business Beview, Nov,-Dec., 1960, pp. 107-115.
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peor administration, are only some of them, An effort to syntheslze
these factors by presenting two concepts, "the dynamics of conflict"
and “"the nature of 'differences?,? has been attempted,

Before exalming the topic of faculty-administratiocn conflict,
i hypothesized that an understanding of the conflict would lead
70 insights into means of eliminating it., After examining this
topls, nowever, 1 am less optimistic. Instezd, in my opinion,
two types of conflict exist, natural and aggravated, Some conflict
exists in the nature of things: the faculty does have a perspectivs i
diffefent than the administraticn; the faculty does have different
goals, values, and experiences than administratorsj people do depend
on gtereotypes to structure their enviromment., Thus, some confliect
iz natural and will persist in some form or another. The second i
vvpe, though, is aggravated conflict, which is neither natural nor
recessary, Poor administrative przetices, lack of datz, ambiguous
goals, and faulty communication tend to compound confliot, to
aggravate 1t, Thus, the most adept administrators and the most
faire-minded faculty cannot avoud some conflicte--natural conflict.
They can, however, reduce sggravated conflict.

Because colleges are beconing larger, because the junior college

will continue striving for higher education status, because more

teachers are being recruited from university backgrounds, because

teachers are becoming more assertive, because the trend toward
scllective bargaining ic accelerating, conflict will continue, Never=
the=less, 1nsight into the etiology of conflict will help to prevent
aggravased conflict and to modulate natural conflict. As long és men
&re organlzed into enterprizes, conflict will occur, Knowledge of

its nature can perhaps help men to make the nost of it.
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